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perfortaance In education — to encourage analysis of teacher perf ormance-- and 
to point up deficiencies in the classroom. Some teachers resent these 
accountability laws. They view them as implying that teachers have not been 
performing as well as they should— that the legislature has been compelled 
to pass a ''shape up or ship out'* law to get more efficiency. 

Accountability, however, must begin at the top. In education, the 
chief policy making body Is the State legislature. We have 50 separate 
State education systems with a Federal role of supplementary assistance 
and encouragement through Federal programs that try to correct nationwide 
problems and deficiencies that are usually all pervasive. We have 50 
governors who recommend budgets, propose legislative action to improve 
education. We have 50 chief state school officers presiding over the 
work of the State departments of education. 

As we apeak about accountability on the teacher and local school unit 
levels, how are we doing on the State levei? What educational performance 
measures should we apply to State legislators, governors, chief state 
school officers, and chancellors? 

The Education Commission of the States has conducted some excellent 
studies. Numerous publications advocate sound policy in many areas of 
responsibility that fall upon your dhoulders. In keeping with my thesis 
that accountability begins at tne top, I would like to express some views 
concerning acme areas of performance where State officials have not been 
doing so well. In fact, I will point out some matters calling for your 
attention— -at least in a bignlflcant number of States* 

Some serious needs have been shouting for action for 30 or <i0 years. 
; I know that this is State business, and some of you may properly say that 




as the U,S, Conanlssioner of Education 1 should keep my nose In the Federal 
arena. But 1 think that 1 have a responsibility to express my views and to 
call attention to education problems on all levels — Federalj State, and 
local, 

I quickly concede that my powers in most of the areas I will mention 
are merely powers of persuasion. But I want to use this opportunity to 
point out to you that in 3ome States accountability laws have been passed 
by legislatures and signed by governors, and are being administered by 
State education agencies- -and to attempt to persuade all of you to apply 
the spirit of these accountability laws. 

I want to kick you on the shins and urge you to go back home and 
shape up a few wrongs that need your Immediate attention. Please consider 
the following and see if you can agree with me that accountability should 
begin with the State legislature, the governor, and the State education 
agency. Here are 10 State level ptlicy, planning^, and priority-getting 
deficiencies that are urgently In need of your attentions 

I. Schoi^l district reorganization and consolidation is crying for 
attention In B^ny States* Some States have more than a thousand school 
districts Many are permitting small, inefficient school districts to 
operate In close proximity to other small districts. This needs legisla- 
tive attention, I don't know how any legislative body can afford to 
continue to Ignore this problem. It is a problem that has been with us 
for too long. Until we shape up our basic administrative units-- get rid 
of some overburden-'^some States wil3? continue to be limited in the 
progress they can make. 



2. We have a problem In higher education because of legislative 
propensity to advance the status of Junior colleges. (It's a bit like the 
Peter Principle of getting promoted to your highest level of IncompetenceO 
Many community colleges are moving up In status (but not In meeting the 
most urgent needs) by becoming ^-year degree granting institutions. Many 
State colleges play the status escalation game by becoming universities^ 

In many cases this is not in keeping with genuine educational need but 
pure political expediency. Many States lack sound State level planning 
and direction in higher education. On a performance accountability score 
card, a number of States would have to receive low marks in this area. 

3. Role definitions for the State education system and articulation 

of education with Job needs and economic changes are sadly needed in a number 
of States. Education is found muddling along at times while the Staters 
economic needs and demands shift in new directions. Priority-setting and 
effective State level coordination need more attention in a number of 
States. Responsiveness and adaptability cannot be attained if higher 
educc^tion, vocational education, and secondary education are not effectively 
controlled and coordinated at the State level. Some States have as many as 
three or four separate agencies, all Indepe idently setting priorities and 
responding to different perceptions of statewide needs. The entire planning 
and role definition problem needs attention in many States. 

4. Three million handicapped children need adequate education. This 
means that many States are neglecting an area of responsibility of critical 
importance. Seine groups are now going to the courts to compel action on 
behalf of handicapped children. On any score card on educational 



perforoiance in the States, this area surely must be considered. State policy 
should respond to these needs without court action. 

5. The great city school systems of our country have some special 
needs. Some are adrainistrative raonstrosities — too large and unwieldy. 
Some are centers of both racial and economic isolation. Some lack adequate 
financing. What is your State doing for this most urgent problem? Are 
zoning laws and control of urban sprawl planned with education needs in 
tnlnd? The States must come to grips with this big, challenging, frightening 
problem* Federal assistance is needed but, as far as education is concerned, 
it is a State responfiibllity. 

6. ECS has been conducting a major effort to assess educational 
accomplishment through the National Assessment of Educational Progress. 
The States need to take more initiatives in assessment. Much more State 
level information on student accoirplishment Is needed. 

7. Many States are operating more State colleges and universities than 
are needed or can be Justified. This commits a State to mediocrity in its 
entire higher education effort. It draws off dollars that could build 
centers of excellence* Many States permit duplication and overlap In expen- 
sive graduate atudies as a further dissipation of resources. 

8» Collective bargaining in education is fast becoming a fact of 
life in many States* Some States have excellent laws to regulate thi^5 
process. B'jt a significant number have left this to grow up without a 
framework of law to curb excesses. Some very long, inexcusably long, 
school shutdowna have occuired because of poor State supervision and 
assistance* 
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9. Some States have unique problems in education—problems related to 
culture, economy^ geographic location. I am referring to bilingual educa- 
tion problems — to problems of migrants, immigrants, or a heavy population 
of Native Americans. Special provisions must be made for these unique 
situations* 

10, The tenth and final performance factor is likely the most 
importanti Those responsible for State education policy must provide 
reasonable equity in financing schools. School finance equalization 
programs in many States are grossly inadequate. We all know that the local 
property tax revenue available per student from one school district to 
another often represents inequity* But we have known this for years. In 
these times, when we are attempting to provide c^quality of educational 
opportunity, we can't Justify revenue in one district that is two or three 
times greater than that in another district in the same State. 

In any rank order list of measures oi excellence, this matter of 
equalization in State finance formulas has to be first. 

I am sure that most of us would like to look into many more than these 
10 measures that I have disctissed* It will take more than this somewhat 
superficial listing to lead your State to excellence in education. But 
you need to begin with ihese 10 measures, for they are fundamental— the 
keys to the doot to excellence. 

The Education Commission of the States was created to recommend basic 
policies and to advocate a broad framework within which excellence in 
education can flourish. From time to time^ ECS publications have 



advocated many of the points I have made. But the Implementation is up to the 
State legislatures, the governors, the chief state school officers, and the 
State leadership bodies in higher education* 

ECS has done its work, and done it well, on most of those items. What 
is needed is State action and most of it must be taken by the legisla- 
ture. 

Education is primarily a State responsibility, with significant support 
coming from both local and Federal levels* If accountability in education 
begins at the top, it begins with most of us here this evening. It 
certainly starts with the legislature in each and every one of our 50 States. 

It is easy to be a critic. Perhaps I have played that role too 
strongly as I have tried to point up some fundamental shortcomings in our 
State education system. Criticism, if it is useful, must be constructive. 
I hope this criticism will serve a constructive purpose. My purpose id 
to lend my voice to what ECS has been advocating and to press for a sense 
of urgency in closing some obvious gaps between what is and what ought to 
be in education. 

I want to turn now to a discussion about leadership, effective manage- 
ment, and the assumption of direct and affirmative responsibility for per- 
formance results in oui schools and colleges. Some new demands are being 
made of us as educational leaders. I want to talk briefly of these demands 
and our behavior as leaders. 

It is easy to generalize about educational leaderahip: We need more 
aggressiv e, responsivet dynamic, "Rutsy" leadership today because the 
problems are more complex, the demands and expectations are nuch, much 
greater, and the pressures are lntense--very intense. It is more difficult 
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to particularize such a general, platitudinous statement, so I will indulge 
in some more generalities before I take on the risky task of suggesting to 
this sophisticated audience some specific steps that should be taken to 
get this aggressive, responsive, gutsy leadership: 

1. It is trite but true to say that our schools and colleges can be 
no better than the leadership that all of us In responsible positions can 
offer, 

2. It Is also trite but true to remind ourselves that leadership 
implies momentum and direction* If you don't know where you are going, 
any road will get you there. 

3. Leadership in education these days calls for a high level of 
social intelligence, great skill in involving others, and unusual ability 
and style in directing the work of others in what is known as pa rticipatory 
management * Some leaders in education are having a hard time master i'^^g 
these new demands of our time and era. Neither the authoritarian who 
insists on calling all the signals nor the easy Joe who shares and involves 
till he gives away his power and Influence can make it as a leader in 
today's world. We need in an education leader a delicately balanced 
approach that involves many in deliberations but keeps the power and 
authority for decision making in the leader's own hands. 

Having made these general observations about leadership in education, 
I will turn now to some specifics about leadership practices and priorities: 

As I see it, the fitat requisite of leadership and management effec- 
tiveness Is to identify the needs, aet the priorities, and establish a 
clear sense of direction. We often see education muddling too much for 
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lack of decisive leadership* There conies a time when a leader must say ex- 
plicitly what will be accomplished and when. 

Every key person in a school district or at a college should know what 
the objectives and performance priorities are before each academic year 
begins. Each key person should know what the performance score was for 
the previous year — should know what needs were not met — and should share 
in organizational hopes, aspirations, and performance commitments. 

Speaking in the sports vernacular, we must keep score and report 
what the score is. This must be done regularly and systematically. 
Have you ever played a game in which the participants Just played without 
keeping track of the score? Have you noticed the change in intensity 
when the score is kept and reported regularly? 

Education is not sufficiently performance conscious* Because it is 
hard to measure performance we have almost abandoned the task. This 
neglect has resulted in passage of a rash of so-called accountability 
laws in many States. Legislative bodies are asking for some concrete 
results. 

The first task facing any education leader is to see that someone 
tabs up the performance score of the institution. We have a fancy term 
for this in education. We call it needs assessment . What this means 
in simple language is the gathering and analyzing of the performance 
facts to find out what the gaps are between what is and what ought to 
be..- ■ ■ 

How many students are below grade level in reading and math? Can 

we change t^lat next year by planning new efforts now? What are the facts 
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about attendance^ dropouts, etc? How many research projects were started 
and completed last year? Do faculty members' teaching loads need correction 
next year? Is plant utilization defensible from a cost benefit viewpoint? 
What are the performance trends of the school district or college? 
It is as simple as this: 

When performance is measured, performance improves * When performance 
is measured and the results are reported back> the rate of Improvemen t 
accelerates > 

I should say parenthetically that the person who most irks me is the 
one with overly simple answers to very complex problems. I am well aware 
that I may be guilty of over simplification in my contention that we can 
improve performance in education simply by measuring it and reporting the 
results. But this first step of profiling the performance of the schools 
and colleges under our management responsibility is being neglected* I 
know there are notable exceptions, but this neglect l a widespread. 

The effective, dynamic, and responsive leadership that we must have 
can in no way be accomplished if we don't have some score keepers to tell 
us about performance* Educational management will not become responsive — ' 
it will not become self renewing and problem solving until it becomes 
more results oriented ! 

Education leaders need management information. This information must 
be current and relevant. It must focus upon student performance and out- 
comes. Show me a school system or university without a results-^oriented 
management Infori^ation system, and I will show you an educational organi- 
sation that is muddling— that lacks direction— that is indecisive and ^ : 
loose in its standards of performance. 
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The second specific demanJ of education leadership today Is to set per- 
formance priorities based on this performance consciousness that I have been 
talking about. Each year the chief executive officer of a school system 
or university should put out annual performance priority statements. Such 
statements should call attention to the gaps that e:{ist| to the trends 
and directions that must be changed if the organization is to improve, 
renew itself, and be more effective than it was the year before* 

In the spirit of involvement and participatory management, the chief 
executive should seek staff assistance from all levels of his or her 
organization, both in assessing needs and in stating performance priori- 
ties. The chief should approach this with a genuine and totally sincere 
request for advice, input, and response. 

Many successful executives (1) ask for input, (2) put out tentative 
priorities based on the input, (3) ask for feedback, criticism of the 
tentative priorities, and (4) finally pur out the final performance 
priorities for the next academic year. These are the first steps, as many 
of yo'j know, in the management system known as MBO, 

By measuring performance and repotting it, by setting annually the 
performance priorities of the institution, the executive is carrying out 
his leadership responsibility by poiutlng out the direction of his insti- 
tution in real and finite performance terms* Contrast this. If you will, 
to the education organization whose chief fails to measure, behaves in a 
manner that lets almost everyone know that he or she is not a 
results-^orlented leadecj and seldom if ever expresses the goals and 
objectives of his or her institution or organization. 
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A dynamic and charl&matlc leader taeadures perfonnance, reports the re- 
sults^ and sets priorities on a regular basis* In education these things 
should occur at least once every acadeuic year* 

The third requisite of leadership in education Is to seek performance 
cotmnitments from each school in a school system or from each department of 
a college. As I see it> a superintendent or college president is entitled 
to know what the specific performance plans and operational objectives 
are for each unit under his or her direction; If each school or department 
is keeping score, looking at performance, and studying the performance 
priorities put out each year by the chief executive officer, it should not 
be too difficult to set annual objectives-*- to make some finite performance 
commitments for the coming academic year. If the chief executive asks for 
annual performance objectives from each unit in the organization, he or she 
will get some accountability and will achieve some results oriented manage** 
ment in all the units of the organissation. 

This will be particularly so If the chief holds a monthly management 
review conference with each unit head*- constantly talks about perfortnance 
and seeks performance information. Leadership implies stewardship* and it 
Is good practice to give a regular accounting of one*s stewardship* It 
will help to attain what the football coaches call intensity. 

These are, of course, Just a few of the performance criteria of a 
leadership committed to results-^oriented management « 

I have called attention todays to problems of setting sound State 
: p^ of putting each Stdte? a educational house In order* I hav0 

emphasized f ei> fuhdiamental ptiriciples of leadership effectiveness and 
marj^^geiett^^^^^^^ 
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During my tenure as Cotninlaslon^r I hope to be a needier — to be a 
constructive critic of American education at all levels and In all facets 
of performancei Much more attention must be given to educational leadership 
to how well wo meet our problems and how quickly we solve them. 

We need to look at our leadership deficiencies > for in that lies the 
key to progress. 



